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Director of Finance 

Director of Losistics 
Director of Medical Services 
Lisestor of Persongel 
Director of Security: 
Dirscter of Trainin 


SUBJECT __-t Automarte Date Precessing Systems Development 
gnu Plasaing © 


1, Pressures to slaplify procedures and make more effective use of 

manpower continue to grow. Reculrements for cho develepmeéat and presea- 

ation of manapoment tafermarion tn new and difference Ways ere constantly 
lecreasing. A combination of these aed other circumstances CAUSe US con~ 
tinually to seek new and additional Vays of applying clectronic data processing 
techniques tu the hope of findine come relieg. Clearly, we co rot have the 
resources fn the Agency to co all of the tiings we would like to do as soon and 
aS ravidly as we would Uke ca de tem, Taece resources ebvioucly cacaot be 
ceveloped overnighs. Censocuently aur apoyoach to syste:368 basrovement and 
the use of electronic data prssessing techniques muct be cexefully plaaned and 
We must procead syctematically toward the nealizattou of our overall plan. Ia 
order to proceed realistically with a program of this kind, it is essential thee 
we have some ground rules which are commonly underatecd. 


2. Essentially, we must acknowledge and accent the principle thar 
Dicectors of Support Cifices have the total and exclusive responsibility for the 
operation of their "systems, “ what goes tuto them, how it ty manipulated or 
whit happens to it while it is there, aud the product produced. This is true 
whether the systems uce adding mschines, typewriters, communications eoul, 
ment, puch carde, or computers. The continuing improvement of the merhacs 
of eporatiog in any compoucat is ag much a part of the fundamental respousisilicy 
éf the head of that compone:t as is the basic system itscli. This responsibllsy 
caunct be surrendered to a costerl Syeterm statl, a central techsicel componect, 
hor to aay other competence outsize the commend jurisdiction of the orsaniza- 
tousl compousnt conceracd. ie are several yerrs behind ia the dovelopmen: cf 
the skills necesecry to permit self ~suiticicncy tz the most offective use of mode: 
Maonssoment techalques tn the Agency and in the Support Clrectorate. This mes: 
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of course, that we need an accelerated program of education and training; ther 

‘we will have to dever many of the things we would Uke to do aad perhaps should. 
ke colag until we have a broader hase of competence to co them; aud it Sugeest 
that a pooling of resources may be the only practical way we have of going about 
it. 


3. We have already committed some of our resourecs to a Task Force to 
- Conduct a total system study in the Supzoxt Directorete. Not only do we need 
to expand this group fo accelerate the program thoy are row pursuing, but by 
&o doing we can begin w brocdon our base of experienced perconnal by giving 
them the opportunity to participere in systemacia trsining programe and to gcia 
Some actual experience in the conduct of system studies. . 


4. In addittoa to the contribution additional norconzel aasivwed ta this Tack 
Morce tan male to the more expeditious completion of the present effort, thoy 
can in the process begin the realistic identification of subsystems related to tac 
baste effort, subsystems which relate co cach other Lut do not relate directly to 
the principal system, and subsystems which can be MentiZicd as separate aupil- 
cations of laterest to oaly one Zunctional component. The only way this can 

“gcasonably be done is by having poocle become thorouchly familias with the total 
cyatent of the data base ia the Support Directorate bacause only t this way Co the 
subtle relationships of systems cad subsystems become known and ideatifiablo. 
Only by saining this overall fam larity can we develop with confidence a realistic 
plau and an orderly systematic program for implementing i. 


5. It is tmperative that we bogin immediately to make a concerted efore 
to get all of our people as well educated as we possibly can. Each of you choud 
begin immediately to review members of your career service with a view toward 
Sclecting those who may have an iaterest in automatic date processing end man~ 
ageraent improvermest methods, and who may be able te contribute during the noxt 

_ few years to the develomnont of applications which are of particuler interest to 
your component. As soon as it ia reasonable for you to select people to perticinate 
in an exteaded period of tralniag, it would be desirable for you te detail them to the 
Support System Staff ta order that they can get the advantage of some concentratcd 
tralulag as well as on-the-job trelaing aud expericnec, 


_' €evclopment work, you should aise be planning to enroll all of your people who 

_ Gre now in management positions asd those who seem most likely to develop into 
the managers of tomorrow into orlentation and fomillorbsation courses. Jn ar2icion, 
you sould be looking at yours poole already on-beaed os well as thage who you 
will ke brizglag in over the next coveral months to identify come wae may beve the 
aptitucs and interes: to learn to be seccescful computer programmers, Wills we 


& In addition to beginning to train people to perform analytical and syszem. 
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will continue to rely upon the Office of Computer Services to do large systen — 
programming 7%, we Will in the future have a requirement for some Specializes 
job programmiug in cach of our own areas. 


7. As we move forward with the design of aew systems and prepare for 
' theix implementation, lt witli of courss be necessary that ucarly all of cur people 
be tralued or at least fariliarized with the fundamentals of automatic data pro- 
ceasing. The Office of Training is working with the Office of Computer Services 
to develop a general orlentetion course to be given in the Agency sometime this 
summer or in the raed = ae mov ie e closer t the dosign one impiementatio 


‘phase of the program has ae completed. The Support System Staff wil I aseur me 
responsibility for developing suitable training matertals and courses to satioly 
this Boat ericat at the eppropricte time. Meanwhile, you should consult with 
the Support System Staff for euidance and assistance in the selection of lo to. 
take apecialized training as ict a8 in the sclectloa ef courses which they ray ke 
_Tequested to attend. 
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Deputy Director 
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